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The following discourse o fitness reports, which wae srepared in
another camponent of KUBARK, expresses in explicit langusge many of the
legitimate criticisms on "o rmeaner in whicen fitiness reporis are pre-
pared. I have the author's permission to use it. Waoile I believe the
caliber of our reportis is improving, ve 8re still subjsct to these same
criticisms. The only wey wWe can wake these reports mean snything is for
us tolcollectively exercize 'cternsal vigilance' and be conc sjeritiocus in
their preparation and review. I am circulating tois memorandwun to all
i supervisors at Headquaxtere and would like it to te Atstributed to
all supervisors in your arzat

a. For same time nov I have been hecoming more and moxe
depressed by tie pointlescness of our “iiness reporto. ey
are still so uniformly high as to have almost ne neaniay, and until
we radically reform our practice they will confinue Lo be & cOR-
plete and enormous waste of Lime.

b. Same months ago, I nad twenty-five report:s picked at
yendom and snalyzed. Since toe old forms were still in use,
the raters had checked fifty items on each of twenty-Tive indivi-
duals, for a total of 1250. Of these 1250, 642 were above
average asnd 351 were outstanding: Twenty-seven were “nct ob-
gerved," which leaves only ‘E.'},O'I?or the whole range of average
and below average. Thus, YEFP_SPE&???@;Y?F@&E?@LBPQ&EF?l our
pecople are all above average or belter in more trnan cighty per
cent of all traits observed. Now like the white Queen I can
believe three impossible thirgs pefore breakfast, at least most
° mornings, but this is esking too much. Seven of the twenty-five
randan sample employees arc outstanding in fram twenty-five .
to thirty-eight a4 fferent ways. Nol one of the twenty-five isn t

" {ty con-
outstanding in at leagt one respect, probably ~secur
scimtxgﬁess," since I notice that in that particular every single

one of our people gtands out above all his fellows.

/The whole system reminds you/
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The whole systen reminds vou of the island of Barataria, where
the gondolier kings ubandoned all effort to discriminote among
vorying degrees of nerit:

the Hoble Lord who rules the State

The Heble Lord who cleans the plcote

he lehle Lord who scrubs the grate-
Ther nll shoall equal be!

The Lord High Bishop orthodox

The Lord High Coachman on the box

The Lord High Vogoabond in, the stocks-
Thery nll sholl equal be!

But you'll ramenber tint the system broke down under the same
weight of meaninglessness that makes nonsensc of our fitness

reports:
o4
When you have nothing else to wear
But cloth of gold and satins rere,
For elotl. of gold you cease to care--
Up goes the price of shoddy.

in Short,-whoever you may be,
To this conclusion you'll agree
Wten every onc is somebodee,

Then no one's anybody!

c. I'd hoped that the new fitness report, Form 45, would
help supervisors moke more discriminating and meaningful Jjudge-
ments. And indecd the recent reports are o little better; at
least, there ore o few more ratings of dverage, though it is
otill truec’that alnost no-one is ever below average in any
*espect whatever. They are still far too high; I have before
ne, for cxample, a fitness report o eretary who 4s out-

standing in twenty-two out of thirty traits, above average in
seven, not bbserved in one. I have ndidoubt she is good, but
is anyonc that good? And they still uin ‘internal contra- .
- dictions, though it is true that the
‘quote on that score are from the old

1. Of a clerk stenogrnp
to do her job well, she has, occnsio
o manner verging on bosainess“.
rater has marked "above ave:
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And in the box for "focilitates smooth operation of hig
office”, he markeq ‘outstanding"”! The whole revort is
S0 tender-ninded innt when you see tiue roter nn: rorked
her woy down to average on "unemotional, calm, v
position,” vou talc 1t that he really neans fFaor o lew
average, and got o neutnl picture of a virago., Tu's all
probably quite unfair to the girl.

2. Of an intclligence officer it 1s said as sone
length that he larks forcefulnenss and sclf-assurcnce.
But of tie Tifty traits checked {rmediately shove, neot
one is lower tinn Above average, including "7on make
decislons on his o, stirmlating to his assocint s, able
to influence others". Apporently the rater was ruthloss
08 he could force himself to be when he merked these traits

~in ouly the lowest degrec of "above average” .

N
- a4 VYOF course, T ann't need to lecture tie old lLands about
- the futility of all this. But I'd 1like to renind everybody of
~the practical conscquenc.s; . -

1. We've hnd a good deal of discussion and correspon-

- dence about the nced for filling a particular job oversecs
- ¥ith a new man fron outside the Station, because no one now
. present 18 good enough to take on the job. Surely, I can
““be forgiven for teking so long to agree with the Stotion
~that o new nan 15 reeded, when the principol candidote
‘already on hond is orfficially judged to be outstanding in
almost all the qualities the job requires, and above avernge
all others.

+  One man recently had his pramotion held up for
le of months becausc his fitnoss report showed hin
standing in forty-five of the fifty traits. His one puny
ss ("He displays o degree  of impaticntness duc to
ving enthusicsn and deternination to get on with
ob'!) caused the rater to downgrade the other five traits
lous in action, calm, able to do his Job without
ng support, inpleuents decisions regardless of his own
ngs, thoughtful of others") to merely the highesat
‘ ‘4 _report is altogether
ubt on the objectivity
ended hin for promotion ’
n.ap attempt to find
balanced and bolieveble |
dual the blame rests
his subordinates

5 Yo‘imy ruonber that...
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3. You may reucnber that I have spent o good deal of
tine on voriocus boards and ponels set up to get rid of the
few lncompctent people and the rather nore nuricrouvs moarginal
and nmedioerc pocople we all knew to be in the Lgeney. After
0 couple of yorrs of such cfforts; we hove muuzged to get

_rid of 2 fev persons By means of the Chile?, WIRARK's vowers

. under publir. law, ['sr reasons of unsctisloctory perforiiance.

- In case after case, we found no Juatifioble grocunds f£or
action becouse of flattering fitness reports slgned by the
very supervisors who brought the cases to our attention for
disposal.

e. In short, our fitness reporting is unfoir to the outfit
and to the individunl and a calamitous waste of time. But it
need not be if we:

1. Reverse the inflationary trend by using words to
mean absolutely literally vhaot they say,

2. Recognize that it is normel, rather than disgroceful,
to be averoge, or below average, or even far below averagc,
in this or that aspect of performance. The caliber of the
people in this outfit is very high, so high that all-round
good perfornonce deserves no better mark thon average, yet
surcly no one is not deficient somewhere.  Anybody who wants
to convince ne that an criployee is abeove average or better
in every possible trait cnd cvery possible aspect of his
work will have to prove it with a lot more persuasive

~ evidence than a-bunch of easy check marks and some glid
bussyrooting longuage of the sort quoted in paragraphs 3
and 4 above. B

3. - Toke special pains to write‘honcst paragrophe. They
will always be nore ueaningful than check marks or nunibers,

©{and will alveys receive more weight in any review of performance. -

L. Crack down on all supervisors. They too are Judged
‘b, the fitness reports they write. Your own fitness rcports
on supervisors under you should characterize candidly their
.| performancc as raters, with ad caments on oll who con-
" tinue to value tender mindedness above hardhended objectivity.
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